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ABSTRACT 


This thesis focuses on two issues of 1mportance to Navy recruiting: (1) the strengths 
mem eweaknesses Of the Navy § primary recruiter incentive program. the Freeman Plan. 
am 2) tlie possible eflects of job-related stress on recruiters. A literature review pro- 
vides some background information on emplovee incentive programs, quality of life. and 
Seessees |e results of interviews with field recruiters, Chief Recruiters. and Enlisted 
Programs Oflicers are examuned to sce how these individuals assess the problems of re- 
cruiting. In addition, survey responses from Navy psychiatrists and psychologists are 
reviewed for information on the number of recruiters seeking assistance for stress-related 
illnesses, commion diagnoses. and the mypressions of specialists concerning the relation- 
See oetween stress and recruiting. This research suggests that the Freeman Plan does 
not work for all recruiters and should be modified to account for differences in recruiting 
Mimieiics between Various recruiting markets. The study results also indicate a need for 


Siress Management training for recruiters. 
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I. INTRODUCTION 


How the recruiting command can expect highly trained technicians who have spent 
between six to 15 years in their Job specialties learning new equipment. teaching new 
people, keeping up with the tons of manuals and publications everyday to become 
Mietaiit salesnien is bevond mie! Sure. a certain percentage will make it. but at 
Menabecost? |. 10% many recruiters would “toss in the badge’ tomiorrow to get 
memenied 10 USS Neverdock? How many would get out tomorrow if thev could? 
How manv have gotten out alreadv? How many years of experience has the Navy 
lost due to an ill-fated assignment in reeruiting? 


Pettemuo nestor vay fines, 1985S (Ref, 1] 


A. PROBLEM 

pws aot well m the world of Navv recruiting. Mention recruiting duty to anvone. 
either officer or enlisted. and watch the reaction. This person is not thrilled. This person 
for even close to happy. Given the choice. most individuals offered or ordered to 
recruiting duty would probably rather extend their sea tour or take practically any other 
assignment. Why is that? Why does recruiting apparently have such a bad name? After 
Palmemecruitines ts shore dutv. People should jump at the chance to have shore dutv. So 
why don't thev when a recruiting assignment 1s offered to them as an option? 

Perecene atticle published in avr fiies {Kef. 2] detailed some alleged problems 
meee Periciiced ty the Navy Reertiting District (NRD) in Pittsburgh. There are 
allecations “that the distriet’s leadership harassed recruiters who did not make goal. 
iemevde reeriiters to take leave. prevented recruiters from receiving recommended 
medical treatment. and falsified charges against recruiters to provide excuses for firme 
fen Phe rebuttal by the Commiandine Officer of NRD Pittsburgh was:” The level of 
Sioned 101 Suilicient to mect the coal that’s assigned. The resources are in placc. the 
recruiters are in place. and the level of effort as measured by prospecting and processing 
Meets Ol SUlitcient. | his issue is still being investigated by the Navy. 

Bee iets especial interesting dre the ictters to the editor of the .Vaiy Janes (Ref. 1] 
that were sent in response to the article. All letters published by the Navy Tires were 
signed “Name Withheld.” The following excerpts from these letters gives a feeling for 
some current attitudes and pereeptions of Naval personnel toward recruiting. 


* Recruiting ts the first assignment in mv 16 vears in the Navy where effort and hard 
work dont count. Recruiting Command cares about the bottom line. “making 
eoa! , and not how many hours and effort are put into it... .Imagine mv surprise 
alter working three consecutive $0-plus hour weeks being told. “Chief. vou haven't 


done anything because vou haven't put anvbody in the Navy... . My aggregate 
mileage 1s approximately 150,000 nules. through all kinds of weather. including 
being out ahead of the snow plow to get an applicant to the processing station on 
time (by 6:15 a.m.) to join the Navy. It Was mot Uncommion 10 Slant a thirdven tie 
davs each month between |] a.m. and 2 a.m.. returning to my statiGm mm the eG: emme 
and be expected to phone prospects to S€t iijore appoimtinients. Recruitersdemes 
have personal problems--after vou make goal. you can take a day off to solve your 
problems. Leave chits routinely get stopped on the Chiel Recruiters deshwaaa 
word comes back to you that vour leave 1s approved as long as vou make scoala 
.[t 1s not uncommon for a recruiter to have several people “eligible” to join the 
Navy bv the Recruiting Manual who cant. because their category 1s filled ipa 
.Evervday recruiters under the pressure of making goal are cashing in their careers 
by succumbing to the pressure and doing anvthing to make goal. Some commit the 
ultimate suicide to their careers by forging documents, going over the hill, etc., all 
acts that never entered their minds as 4.0 sailors before becoming a recruiter. 


e Ile works 12 to 16 hours a dav. six to Seven davs a week. [here 1s io Smehee 
as a “legal holiday.”. . .Recruiters are constantly threatened and) hunnlieves 
Superlors spend hours sometimes late into the night, haranguing recruiters if goal 
is not met. Recruiters are hammered as total failures. losers. lazy, incommeranime 


worthless and other demeanimg names. .. .As for our family. if nol for GUT Taine 
God and simeere belief in our marrage. we would be anothe; eas 
staustic. . . .Recruiting has taken so much physically and emotionally from my 


husband that even when he does get home he has nothing left to sive his tamaiee 


e Of course, Recruiting Command officials are going to say that they don't harass 
recruiters, and that the recruiters are not following procedures, that recruiters are 
“derelict” in their duties. because they don't dial for dollars or make so many phone 
attempis per hour or make so many appointments in a dav. or hold so many 
“qualified” interviews. Tools: What tools? What traimme, im sales? One ori 
weeks in ENRO doesnt make a salesman! Maybe some distmcts have a ysaqlee 
training program but the one | came from sure didnt: ...How about “vou will 
be in the office bx 7 aineandreinnot leave wie en oe Uo ne 


¢ Your article on NRD Pittsburgh renunded me of my recruits days) ale 
wonderful they were. working 14 hours a dav. normally six Gaxs a weck, tame 
being able to take leave and looking fonvard to vour Zone Sup or Clhici ke 
coming to vour office to tell vou what a dirtbag vou are and if vou don't watch out 
vou re going to be fired. Hlolidavs? What are those? .. Don tforeet sonieinies 
driving 1.000 miles a month. sometimes in Weather that e¢vem emercency Velie 
don't go out in. ... It would also would be nice toa let the readers Know somes 
the other good statistics such as the divorce rate and medical problems as a result 
of the stress of recruiting, or how manv good fanulies and careers were trashed 
because Of a career enhance assigiinenr Lo recruiting: 


e After reading vour article on NRD Pittsburgh. I can’t help thinking how all 
districts are just about the sume. ... The command will work vou until vou drop, 
take away anv and all free time vou have and. for those who feel recruiting 1s not 
for them. there 18 no escape, unless vou bust to the next lowe pis ene. a 
know Some pecple are COod at TecrWmIne and Ollien =e note 


Do these letters represent the opinions of satlors across the countm? WWraxbe, mavbe 


not. Whatever the case. recruiting involves long hours--on the road, on the phone, and 
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Seneca wie bushes for prospective contracts. Enlisted recruiters work under the 
pressure of inonthlv goals. Reerurting mn this sense is often referred to as “36 one-month 
tours.” The sole mission of a recruiter 1s to meet his or her monthly goal. And itis not 
just a matter of quantity. The quality of new recruits plays a major role. The recruiting 
goal is a specific mixture of both quantity and quality, which changes monthly based 
Sees Needs. Sound like an easy job? It’s not. Woth the decline of the eligible 
enlistment pool, maintenance of ligh entrance standards for the military, and low 
unemplovment rates, recruiting 1s getting more and more difficult. [Ref. 3]. 

There are two problems that emerge from this situation. The first problem coneerns 
Beemer mcentives. Doubts have been raised by various individuals in recruiting. from 
imeeeetiiye Oiticers to Field Recruiters, whether the Navy's primary incentive program. 
Biee reenian Plan, 1s meeting its objectives. 

The second problem is quality of life. The Navy Recruiting Command (CNRC) has 
recently taken note of an increase in the number of recruiters being medically diagnosed 
as unable to handle the pressures and stresses of recruiting and. as a result. being 
transferred from recruiting. In a letter to Commander, Naval Medical Commi and, [Ref. 
4}. CNRC states that “Navy Reermting has historically been a high intensity job 
requiring high quahtyv personnel.” 

A recruiter may start work at 0350 so that he or she may drive hundreds of mules 
femolcnh Wp a prospective recruii. and then drive many more mules to deliver that 
fremsadwal to a Military Entranee Processing Station (N{EPS). and then drive all the way 
back to bring the individual home. This recruiter mav finish working at midnight. Ora 
reeruiter may work in a District where it’s pretty much a 9-to-5 job. A recruiter 
stationed at a remote location 1s dependent on the civilian economy and may not have 
€asy access to military exchanges. commnissaries, and medieal facihtics. There 1s no 
financial compensation for this situation.! Granted, not all recruiters have it rough. But 
its the effects of the job. whether in a good location or bad. or whether one has to 
irequently drive hundreds of miles, that is a major issue. 

When speaking to people in recruiting about what their job is like, the word 


oe 


Seco SOilen cones lip. Some say that recruiting is the most stressful job they have 


e 


Seiad iiev constanthy fec] the pressure of the need to “make goal. There mav be 


Per cemiicr are civen Special Duty Assienment Pay (SDAP). but its purpose is not to 
compensate for possible loss of privileges. Its purpose is to help obtain high quality personnel for 
Special Duty Assignments and to sustain adequate manning levels. 
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significant stress involved just in the process of meeting their recruiting quotas--phone 
calls, home visits. school visits, driving hundreds of mules. and whatever else it takes to 
find qualified candidates. This stress 1s compounded when a recruiter 1s not making goal. 
When a recruiter 1s not making goal, his or her quality of life may be seriousiv affected: 
The recruiter will probably be required to work extra hours and will come under evem 
more closer scrutiny from the Zone Supervisor. Fle or she mav also come under presamme 
from other members in the Chain of Command. Depending upon which District this 
particular recruiter 1s i, his or her cohorts at the Recruiting Station. including the 
supervisor, may also be required to work additional hours and be watched more closely 
by the Chain of Command until everyone is performing up to par. This does not help 
to make a happy work place. This may not be an accurate description of what happens 
at every Recruiting Station: but, in general, it Serves 16 point Olt that not achievinaoer 
can make a recrurter’s life miserable.> Some people have great dilficultv dealimg with this 
type of faidure-- especially those who may have been top performers in the Fleet. 

So. how does a recruiter cope with failure or the pressures of making goal? 
Preliminary information gathered from people throughout recruiting and medical 
comununds indicates that reerurters demonstrate various behavior patterns. Some lave 
no problems at all. Thev are natural recruiters. Some start out slowly and even 
“vot it together” either through their own mitiative or through guidance and on-the-job 
training from their supervisors. Others just cant produce, and €veniualls Gualiiy fame 
Freeman Transfer.? Stull others experrence stress-related illnesses, sich as aicONOl =m 
derression. divoree. and even suicide. In 1987, 20 recruiters wereliost dite te dn inaiaes 
to handie stress; and. as of April 1988, eight have been transferred for the saine reasem 
Because these are unprogrammed losses. the recruiting nussion generally suffers. [Ref. 


4] This is a definite problem. 


B. BACKGROUND 

The official start of the All-Volunteer Force in 1973 created a@ lot of chances a: 
nulitary recruiters. They could no longer depend on the mechanism of the draft to 
motivute enlistments. Competition grew more intense, Now (he, ida (oO push teed 
harder, and more actively pursue prospective recruits. But recruiters did nol mecessiam 


know how to do this. So. the military started to grow its own professional sales force 


> Some have said that beine a recmiter 1s miserable enougm 


l his provides an automatic transfer out of recruiting for inability to meet goal requirements. 


by instituting formal training for recruiters and cultivating a force of volunteer recruiters. 
Recruiting commands have since become professional operations populated by 
“hard-chargers’ who know that the rewards for success are great and that the price of 
failure is high (Ref. 35). 

1. Rewards for Success 

ih tice instituted tie Recruiter Productivity and Personnel 
Management Svstem (RPPMS) or Freeman Plan, as it 1s more commonly known.4 As 
stated in the Enhsted Recruiting Training and Operating Procedures Standardization 
Pomual (RETOPS - ENL): 

oie piiiiary purpose of RPPMS 1s to alter the productivity profile of the recruiter 
feree to one Winch will have a higher productivity average and enable the Navy 
Recruiting Command to attain future goals with the number of recruiters allowed 
under Congressional and DoD ceilings. The secondary purpose is to provide 
Meeruiters With timely information. measuring results of efforts. and offering 
Incentives for performance above the standard norm. 

In brief. the Freeman Plan is a point accumulation system. which rewards 
recruiters for individual productivity based on a rolling 12-month average of Freeman 
points awarded. The number of poimts awarded 1s based on the qualitative 
Sieacterstics of each new recruit. lable I shows the points for the various qualitatuve 


earactcristics. 


+ The plan was named for Admiral Dewitt Freeman. who, while working as a special advisor 
10 Commander. Navy Recruiting. devised this plan to enhance recruiter productivity by offering a 
system of awards for top performance. 
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Table 1. FREEMAN PLAN: POINTS AWARDED TO RECRUITERS BY 
RECRUIT CHARACTERISTICS 


RECRUIT CHARACTERISTICS POINTS AWARDED TO RECRUITER 
BY AFQT* CATEGORY 
J I] Le aie Ty 
HS Diploma Grad 116 107 eo 70 
Non-I1S Diploma Grad 100 90 SS 65 


ALL AFQT CATEGORIES 


NANIETS = 9 CRE Oe Ginieg oe 130 
NAMIE TS CREQHGIRA Dis 100 
OSVETS? == * teaiaiideaeorce 90 
OSI | S-E ss andeGcio. 70 


Direct Procurenicinr 

Enistment Pao orn 
L3 and above io 
ies 100 


*ATQT refers to the Armed [I orces Qualification Test. APO? catecoressam 
percentile score ranges are as follows: I (93 through 100); 1] (6S uitouchy 2) ae 


(90 through 64). HTL (31 through 49): TV (10 through 30): V (1 through 9). 
ae=Career Reenhstment Objective. CREO groups are tied ta manning levels im tie 
various ratings, CRLO group A 1s less than $87» manned, CREW Groij; 31 ae 
manned. CREO group C 1s 95-103°o manned and CREO group D 1s 104-110°%o 
manned. 

“ete OU ereser lees werenins 


SOURCE: = Department ef — the  =Navy. Navy — Recruiting = Command. 
COMNAVCROULICOMINST 1133.3C, Entisted Recruiting Training and Operating 
Procedures Standardization Manual, p. 8-2. 





Peeeccumulatine a sufficient number of poimts. a recruiter mav earn a Certificate of 
Commendation. Navy Achievement Medal. Voluntary 1-Year Extension5 on Recruiting 
Duty. or Meritorious Advancement.®6 The number of points needed for these awards ts 


detailed in Table 2. 


Table 2. FREEMAN PLAN POINT SYSTEM: AWARDS BY QUALIFYING 
SCORE 


Award Qualifving Score By 
Ave Pt Accumulation Per Month 


Certificate of Commendation 300 
Navy Achievement Meda! 350 
Voluntary Extension 


Vferitorious Advancement 


BOUCKCE: Department of the Navy. Navy Recruiting Contimand, 
Memes!) CRU/TCOMINST 1133.3C, Enlisted Reerutine Training and Operating 
Procedures Standardization Manual, p. &-). 





iene ce various COMmbDiNatIons Of recruits that will cnable a recruiter to qualifv 
for an award. An example of how the svstem works is as follows: to be ehgible for a 
Memiieate Oi Coiimendation. a recruiter would have to average three \Iental Group | 
non-high schoo! graduates or two Mental Group | high-school diploma graduates and 
one \fental Group IV Inigh-school diploma graduate per month. The mix could change 
monthly. just as long as it averages 300 points per month for 12 months. One of the 
difhiculues with this is that recruiting standards change monthly. So. one month all 
Premtal <s1OUS ay be eligible to join, while the next month mavbe only high school 
diploma graduates in Mental Groups I through IIIU are eligible. Because the upper 
mental groups are viewed as being more difficult to recruit, accumulating points is not 


Gmecasy task. 


* Must be within 8-10 months of projected rotation date (PRD). 


ee ec eet eo or tee and meet all ehebility requirements in accordance with current 
GTecti\ 2s. 


In addition to the Freeman Plan. there are other mdiidualeniisted avane. 

programs. These programs include: 

¢ Gold Silver Wreath Award for Excellence in Recruiting and Recruiting Support 

e Enlisted Recruiter of the Year 

* Chiel Recriicr oie sea 

e NUPOG Wrecrinterer tine ned: 

e Zone Siipemisor 

e End of Tour, Sustained Performance Awards 


e Within® four eerend\ wares 


These awards are not as heavily dependent on pomt accumulation as in the 
Freeman Plan. and thev are awarded through a nomination process. The speerfic criteria 
vary, but the general criteria include personal attributes such as: 

e Individual’s dedication to the recruiting nussion. 
¢ Professionalism im the dailv conduct of assigned tasks. 


© Positive leadership and sound management contributing to  mussion 
accomphshment. 


e Positive Navy image fostered through the individual's behavior, cooperation. and 
appearance. (Ref. 6) 
2. Price of Fatlure 
The only incentive program that has a price associated with failure 1s the 
Freeman Plan. Under this program. if a recruiter does not attain a monthly productuvity 
of 2.0 gross new contracts per month by the sixth month of production. that recruiter 
will be nonunated for a transfer out of recruiting. This ts called a Freeman Transfer 
(Freeman 1). (Ref. 7) A Freeman | is not intended touium <omecie <= carce: mas 
purpose 1S to remove someone from recruiting who cannot do the job, in the easiest wav 
possible. It is essentially a no-fault transfer. Although there are no career penalties 
associated with a Freeman T, there is personal! failure. A top performer tn hus or her 
recular field of expertise has been told that he or she cant cut it, Yom performiersume 
not normally accustomed to hearing that they have failed in what they were assigned to 
do. Personaleiaihre cam be dex asian 
There is no real price of failure in the other programs. An individual may not 
get a Gold Wreath or may not be nominated for Recruiter of the Year, but that doesnt 
mean that he or she has failed. and the recruiter is not transferred Gui ol the job: 


reheved Gi vOnmduttes, 


D/ 


itewercemeam ian iss wiere the pressure comes in. It says to the tndividual. 
make goal or vou’re out of recruiting. To some, that may be a blessing in disguise. To 
others, especially top-notch sailors, 11 may represent the ultimate farure--failure to do 


Miemjoo that they were assigned to do. This is the high price of farlure. 


Ser URPOSE OF RESEARCH 

CNRC ts concerned about the negative environment surrounding recruiting and the 
number of recruiters who seek assistance for stress-related illnesses. Because the 
Freeman Plan appears to be the only program that specifically points out failure, it 
Spore be examined more closely within the context of how it may add to a recruiter’s 
stress. Assuming that the price of failure 1s high and that stress-related illnesses are a 
eeeuct Of the recruiting environment, the present analvsis should be conducted to 
answer the following questions: 

gees the Freeman Plan meeting its objectives? 


¢ Can quality of hfe be 1mproved by an appropriate incentive program or other 
elaiices in tlie workplace? 


See Hidt are the eliects of stress on recruiters and what can be done about 1t? 


Beeels tlhe stress experienced bv recruiters Unique to reerurting? 


D. ORGANIZATION OF RESEARCH 

Seiisethesis ts Organized as follows. Chapter 2 consists of a literature review of 
research on incentive programs--both mulitarv and crvilian--and on occupational-related 
mess. Chapter 3 compares Army. Navy and Air Force recruiter incentive programs. 
The strengths of these programs are discussed with identification of successful factors 
feemdein Army and Air Force programs. but not present m Navy programs. Chapter 4 


presents some general findings, conclusions. and recomimendations for further research. 
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Il. LITERATURE REVIEW 


Existing literature abounds with information on incentive programs, quality of life 
and stress. However. none of the literature reviewed, except for one article, Speciieamm 
addressed Navy recruiters. As a result, the following literature review should be viewed 
In general terms with an eve toward understanding how the three issues--incentive 
programs, quality of life and stress--fit into the world of the recruiter. 

Additionally, for the most part. the literature on incentive programs looked at those 
programs from the point of improving productivity. It 1s not the intent of this research 
to prove or disprove that a particular incentive program increases productivity, but 
rather to determine if the awards offered by particular programs motivate or inspire 
recruiters, 

This chapter is divided into three parts. The first part is @ literature tevieuareu 
incentive programs and quulitv of life. The second part ts a literature review of stress, 
The chapter concludes with a summary of the pertinent literature. 

A. INCENTIVE PROGRAMS AND QUALITY OF LIFE 
J. Lemonias and Woosley 


In an article based on the GAO report. “Does the Federal Incentive 2\\\ ae 


Program Improve Productivity, Lemonias and Woosley {Ref 9s) discon ered tigi 


¢ A direct linkage with specific organizational goals and objectives. 


‘An objective svstem for setting and communicating eniplovee work e\pectatien. 
and measuring performance contributions. Employees must be convinced that 
their efforts and accomplishments may lead to recognition m the form of tangible 


Tow ans: 


e Managers who are motivated to use and know how to use the program. 


Awards that are timely and relevant to employees’ needs. Management needs to 
determine the tvpe of award which 18 most likels tom stinulate continuine 
outsianding performance. 


¢ An annual evaluation of the program’s results. An indepth evaluation ts critic al 
in determining how effective an awards program is in both encouraging and 
recogmzing emplovee and organization performance excellence. 


Out of the 13 Federal personnel award programs thatstmen mes ewes ested ter ami 


11h, Of (ese comiponencs: 
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2. Modern Materials Handling 
An article in Modern Materials Handling [Ref. 9] expands on the objective 
system as seen in Lemonias and Woosley [Ref. $]. This article cites a four-point program 
that improves performance and productivity at all levels of the organization: 


Meron! Selling throush manasement by objectives for every position. LEverv 
emplovee sits down with his supervisor or manager periodically to set goals which 
are mutually agreed to. 


2. Incentive programs geared specifically to workers, clerical staff, warehouse 
managers. Operating vice president and his staff. 


Loe) 


A communications program to improve the relationship between labor and 
management. 


4. An on-going training program which enables evervone to perform their job more 
SHectiv ely, 

Examples are given of incentive programs for people in different postions 
throughout the firm. For example. for warehouse emplovees. the top 10 performers are 
Beier, recognized each week and so are the top 3 warchouses with the best 
Peoductnity. [he top individual performers receive {ree tickets to sporting events. Each 
Beem). the single Inghest performer gets one day off with pay. Eaeh quarter. all 
Empprovees Of the top warehouse receive a day of] with pay. Top clerical staff personnel 
are awarded weekly with a free lunch: monthly with a $50 cash bonus: and quarterly with 
a merit salary increase. Top warehouse munagers receive a quarterly cash bonus of S250 
and an extra bonus plus a merit increase for annual performance. 

An important statement in this article 1s, “unless vou thoroughly train vour 
Pimdecrs, .OU Wont have effectively tramed emplovees. Training 1s essenttal at all 
levels of the organization but must start with the managers. And tratning should be 
mimeo. ihere are always new concepts to learn and new ideas to share. This 1s a form 
of participative management. 

Ba fausky. 

After examining some data collected by the University of Michigan’s Survev 
Research Center in the 1970s on What the respondents to a questionnaire wanted in 
WelamtOm 10 What they were getting in their job. ]ausky [Ref. 10] found that the nature 
of work. financial compensation and job security are viewed as primary work 
interests--what the people want. as opposed to what they're getting. 

Tausky then looked at the Japanese way of doing things. In Japan. permanent 
employment 1s guaranteed and the bonus system is tied to the firm’s profitabihty: the 


Peemter WreepLOguet\ity earn, the lisher the bonuses. Evervone benefits from the lirms 
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success or suffers from its farlure. This is very much Uniiketie=sitmereme ieee le miged 
States Where the focus 1s on individual gains and productivity. and awards are not 
shared. 

The author states that “productivity and the quality of work follow on the heels 
of an appropriate incentive structure.” The bottom line 1s that when there 1s a match 
between what 1s desired and what is received. then there will be Satisiaction withiquaiee 
of work life. When the work itself is seen to be strmulating, the pav 1s appropriatemes 
the work and peace of mind comes from job security. Then the quality of work life has 
reached a reasonably satisfactory level. 

4. Training Today 

This is vet another article that touts the benefits of management by objectives 
(\{BOs ). In a long-term studv conducted at a division of Philadelphia Life Insurance 
Company. it was discovered that after supervisors received performance plannme 
training. the emplovees of these supervisors had noticeable changes in six goal-orrented 
job dimensions: [Ref. 11] 


I}, Perceived difirenltx. ol workwgoals Gecres eur 


to 


Claritv of work goals increased. 


Quality of performance feedback from supervisors improved. 


C52 


4. Amount of feedback from supervisors improved. 


Oa) 


Perception of participation in the goal-setting process mncreased. 


6. Employee perception of competion for work goal accomplishment increased. 


Ss. Smith 

According to Snuth [Ref 12]. knowing what motivates another person 1s 
absolutely fundamental to the practice of management. Smith discusses 10 “truisms” 
about motivation and why he thinks thev’re false. One “trursm” ts the carrot. or stick. 
approach. Tlus may cause movement, but does not create niotivation. We cali extra 
motrvated behavior, but actual motivation comes from within the individual. Therefore. 
neither can we provide a person with a motive: but we can trigger changes 1n the work 
environment that may elicit motivated behavior. 

Another “truism” is that goals or theories for motivating people have general 
applicabilitv. As Snuth states. “there are no universally applicable tools for motivating 
people.” 

Yet another “trursny” 1s that incentives and bonuses motivate people. Smith has 


already claimed that vou cannot create moti alone anw ie Cee sromNerestone. (erie int 


mcentives and bonuses are reinforcers as opposed to motivators. That’s why incentives 
eam@econuses don t work for evervone. When they do work. it’s because they reinforce 
the behavior of individuals who are already well-motivated. This is a crucial concept in 
motivation. No matter how wonderful management may think an incentive program is, 
if the individuals aren't motivated, it’s not going to make much difference. 

Snuth acknowledges that different people require different kinds of challenge 
and different environments to make the most of their capacities. This is very important 
for management to keep tn nund. 

6. Cooke 

Cooke’s report [Ref. 13] was the only study reviewed that specifically addressed 
Meet es 111 Navy recruiting. His consensus after analyzing the Freeman Plan is that 
feeriters, especially those in tough markets, may be better off with a competitive 
compensation scheme that bases rewards on relative performance as opposed to a 
Mem-cOMpctitive structure (Freeman Plan). 

A competitive system is thought to be effective when the variation in production 
possibilities for different regions or periods 1s large compared to the variations in relative 
PRoOauctivitY of recruiters in simular circumstances. It mav be less effective if variations 
Miereartmter productivity i similar circumstances ts large relative to differences in 
productivity attributable to the environment, and the number of potential winners Is 
Saieterelative to the number of recruiters. 

roche amuinsis Of freeman Point distributions of all Navy Recruiting Areas 
from 1980 to 1984. Cooke, based on the assumption that the ability distribution of 
Meemmuters docs not vary much over time or between regions. concludes that the Freeman 
Pees inequitable. Given the above assumption, there 1s an inequality of opportunity. 
Semerecrore. Cooke fecls that an alternative incenttve system that rewards outstanding 
performance relative to other recruiters m similar circumstances may mmprove the equity 
Bice incentive system. 

Because there is significant uncertainty involved in the recruiting process, Cooke 
feels that if individual incentive systems were competitive within areas, then reward 
Opportunities Would be equalized across regions for given levels of effort. Recruiters mn 
relauvely difficult recruiting areas would not be discouraged by the difficulty of reaching 
specified point accumulation totals. Instead. they are rewarded according to their ability 
and effort relative to other recruiters in similar circumstances. 

Basically, what Cooke ts saving ts that rewards under the Freeman Plan are less 


ieee tor teeriitens i relitivelx difficult recruiting areas, because the [reeman Plan 


is 


uses a fixed standard in an environment with fluctuating economic conditions. When 
economic conditions are good for recruiting. incentives are greater, but when conditions 
are bad. incentivesware simall 

7. Alston 

American mdustrv has been looking at the Japanese wav of management fer 
some time now and has been trving to figure out how to implement the same methods 
in this country. The objective. of course. 1s being able to produce a quality product. 
both eflicrently and effectnel:, just like thes same. 

Alston [Ref. 14] and [Ref. 15] 1s quick to point out that not all Japanese 
principles of management can be copied by Americans. There are vast cultural 
differences that would prohibit the adaptation of all Japanese principles. First. 
Americans need to understand the three general principles of Japanese work relations. 
Theva 

1. The worker ts intelligent. 
2 workers fommeastiiiiln, 


3. The group 1s more important than the individual. 


Japan depends on tts workers to suggest Ways to improve productivity ae 
quahty of working life because the workers are assumed to be experts at their jobs. And 
if anvone can make a reliable sueeestion. surely it would be the worker. One Warsi 
Americans can do this is bv rmplementing quality circles. A quality circle 1s when six 
or more workers and their supervisors get together monthly. or more often, to study how 
to inerease productivitv. Members of the group are given lessons on productivity. 
problem-solving. and quality control. and each is taught how to seek out and solve low 
productivity situations. 

As was discussed in Tauskv [Ref. 10]. Alston also states that the success of the 
Work group 1s more important than the individual. Workers are loval to their company 
and develop a svstem of mutual obligations. Workers are never rewarded as individuals. 
because it is felt that most workers learn from more experienced co-workers and have 
received advice and support from others. Therefore. no one individual is totally 
innovative on his or her own, and as a result. the major portion of the reward ts given 
to the worker's total work unit. 

Now, one may think that there are bound to be individuals in the work unit that 
won't work as hard because they know the group is gomg to be rewarded as a whole. 


Well. the Japanese have found that those wlio haves@ec mie adecmc Cinelli tie. 
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have contributed less. feel obhgated to equahze the imbalance by working harder. 
Group goals and rewards encourage intragroup harmony among the members. Alston 
thinks the group approach mav be too radical for Americans, but thinks it can be 
adapted by giving the originator of the idea or the most productive member of the group 
siehtly more than the other members. 

Examples of group rewards, as simple as they may seem, are recognition of all 
workers and spouses at a dinner given by the company, or a group picnic paid for by the 
company. or even a plaque with members’ names, hung in a “hall of honor’. It is 
difficult for Americans to see the importance of rewarding the group as a whole, but our 
testimonial dinner, conventions. and office parties are examples of group rewards. 

According to Alston. group rewards work best when there 1s little turnover and 
Meereare not ellective in departments where members are forced to compete with each 
other. 

8. O'Hara, Gade, Elig. Eaton and Hertzbach 

In a paper utled “Prelimunarv Assessment of the Army's lncentive Program for 
Peeeruiers, O}lara et al. [Refl. 16) analvzed data from interviews and paper-and 
pencil-questionnaires of Armv recruiters and station commanders to determine their 
Knowledge and attitudes about the then-current incentive awards program. Recruiter 
@ameuees Were eXamined as a function of gender, performance, satisfaction with 
recruiting. and recognition received from commanders. To assess recruiter attitudes. the 
following question was asked: “Do the awards available to recruiters motivate you?” The 
feeponses if) lable 3 Suggest that men are more motivated by the awards than are 
women. and if vou have low job interest, or are performing below 100 percent. vou are 


highlv unmotivated. 


~_—— 
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Table 3. RESPONSES BY RECRUITER CHARACTERISTICS 10 Sita 
QUESTION: DO THE AWARDS AVAILABLE TO RECRUITERS 
MOTIVATE YOU? 


Recruiter Characteristics Responses 


So TORAE 
(percent) (percent)(number) 


Gender 
Niale aS 100 
Ponraie is 100 


oO Opiecave Avenieved 
Above 100 y? 100 
]00 ; 100 
Below 100 100 


> 
. 


hj 100 


Leva 
Si) 
ON L100 


of Job Interest 


ae 


Num.of Certificates 
Revd Per eae ems 
ule 

eh 100 
100 


SOURCE: O'Hara et al., “Preliminary Assessment of the Army's Incentive Program 
LOR TROCTUMET SS annoO 





In addition. to evaluate opimions about the effectiveness of the awards system. 
station commanders were asked: “Do the awards available to recruiters miotiwaae 


them?” The responses of the station commanders were as follows: 


Response Percent 
nes 45 
ANG. 38 


NOES EO. Se 17 
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ritmo Tlarael alm Oumdsavas tliat the ©verall terest 1 the award system was 
relatively low. They then looked for alternative incentives by asking recruiters and 
ation Commanders, What would motivate vou to do even better in recruiting?) and 
“What motivates recruiters?” The responses to these questions are summarized in 
Table 4. It is interesting to note that the station commanders thought that awards Were 


motivating. but the recruiters wanted better pav and benefits, and time off. 


Table 4. INCENTIVE ALTERNATIVES PREFERRED BY ARMY 
RECRUITERS AND STATION COMMANDERS 


Incentive Alternative Recruiters Station Commanders 
(percent) (percent) 


Povards NA 
meter Pav & Benelits 24 
lime Off 2 
Better Opportunity For Promotion } 19 
Choice of Assignment NA 
Personal Approval & Recognition ) 19 
iee- 1 1ts alternative was not chosen bv the respondent. Note: Percents do not sum 


to the total because respondents could make more than one response and these are 
not all the responses given. 


SOURCE: O'Hara et al., “Preliminary Assessment of the Arius Incentive Program 
Pemececriaicrs . Dp. 67 





Because this was preliminary research, definitive conclusions could not be made. 
But some ideas were proposed for further consideration. For example. it was found that 
“low productivity recruiters might be more motivated by the awards if they had a better 
eemee to fet them. ssid because female recruiters were not as motivated as male 
recruiters, it may be that awards are an aspect of career objectives for recruiters and. 


therefore. of greatest interest to males. This idea comes from previous research.” which 


peeannarci toy ey and Schuler (1975). 
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reported that females show greater interest in social aspects of a job while males show 
greater interest Im caneer Objects es ol tic are: 

The final suggestion was that, because the incentive alternatives propescdmias 
recruiters are more similar to a civilian sales force than other mulitarv, the Army could 
be more confident in using information from civilian incentive programs to develop 
hypotheses about recruiter incentives. 

There has been no follow up to this research. An attempt was made iomeass 
changing missioning (goaling) from monthly to quarterly, but was dropped because of 


conflict with the Battalion Commander's requirements. [Ref. 17] 


B. STRESS 
I. Stoner and Wankel 

Stress is a fact of life. Some occupations have a lot of it, others have very limi 
Some people experience stress slightly. while others may be incapacitated Dv 10) 
1S Stress and Wilal Games done abou, 

Stoner and Wankel [Ref. 1S] cette the following definition of stress: 2 tine aa 
a potential for stress when an environmental situation is perceived as presenting a 
demand which threatens to exceed the person's capabilites and resources for ineetung 
it. There are manv causes of stress and these are called stressors. Somie Coie 


SURCSNOrS aic. 


¢ Quantitative role overloading --“when a person has more work than he or she can 
COMICS Mies ene) 





uahtative role overloading --“the employee lacks the skills or abihhties needed to 
complete the job sausfactorilv.” 


e Role underloading --"a person who does not have enough to do...” 


Lack of participation in decisions --"people who feel that they are not mivol\casm 
decisions that influence their jobs expertenee relatively high levels of stress.” 





e¢ Change within an organization --"stress can result from any major change within 
all Orgunizauon--an alteration in company policy, a reorganization, or a change in 
leaders...” 

As we all know. stress can have sertous consequences for both our health and 
job performance. High levels of stress are associated with diabetes, ulcers. and high 
blood pressure. Stress can cause depression. irritation. anxiety, fatigue. lowered 
self-esteem. and reduced job satisfaction. If stress continues over a long enough time 
frame, it can lead to substance abuse as an escape, and to burnout. Stoner and Wankel 


define burnout as “a state of imind resultine Tome preeme de Ostme son tere 


emotional stress and involving three major components: physical. emotional, and mental 
exhaustion.» 
dna Study conducted by Madd: and Kobasa (Ref. 18) 1t was found that the 


ability to handle stress 1s a function of four characteristics: 


ieee crsOnal stxle and personality --how one tended to perceive, interpret and respond 
fo stressful events. 


Beeoocial Supports --the extent to which family. friends. co-workers and others 
provided encouragement and emotional support during stressful events. 
3. Constitutional predisposition --how robust and healthy one’s body seemed to be in 


terms of in-born physical construction. 
4. Health practices --the extent to which one staved in good physical condition 
through exercise and avoiding destructive behaviors like smoking. 

Finally, we come to managing stress. This may occur on two levels-- 
organizational and individual. On the organizational level various changes can be made 
meluding decentralization of authority. allowing employees to participate in making 
@eersrous that will affect them and adjusting reward svstems so that they are viewed as 
fair and reasonable. 

On an individual level. one needs to manage his or her own job and work 
situation so that the person does not get overwhelmed. Additionally. individuals can 
develop the habit of being more optimistic and decisive. An easy wav for an individual 
or a work group to learn stress management 1s through coping skills training. This tvpe 
Mimorainine is facilitated by a qualified person im the field of stress management and 
teaches people how to recognize stressors, and then how to cope with them. 

2. Purington 

Both management and the individual emplovee have a responsibility to learn 
Merete cope with stress. |t would benefit management to be interested because stress 
overload. regardless of the souree. takes its toll on the emplovee which will eventually 
affect the organization. 

Purington (Ref. 19] notes that stress is an inescapable part of hfe, “but when 1t 
puts our bodies under prolonged physical and emotional pressure. the very things which 
might have been stimulating and enjovable become destructive and unpleasant.” Stress 
is not normally a matter of concern until the ability to cope with 1t becomes impaired. 
In his study. Purington summarizes the works of numerous researchers. Most of these 
earlier works developed concepts of various stages of stress. One well-known researcher 


Mee ek ol stress, Sclve, defined the stages of stress as: 


[i 


1. Alarm Reaction --this 1s the initial reaction when the bodv 1s “attacked”. The body 
responds through physiological changes 1.e. pulse rate quickens. 


tJ 


Stage of Resistance --in this stage. there are both psychological and physiological 
changes in order to fight the stress. There may be some adjustment to the stressor 
at this time. Ifa means is not found for dealing with the stressor, this stage may 
end with indications of psvchosomatic symptoms and nuld reality distortions. 


Stage of Exhaustion --here the individual's defense svstems are no longer ables 
sustain the process of adjustment and gives in to the stressor. 


Lore | 


Purington sums up his article by noting that, “Whether or not a stressor 
actually provokes stress depends a great deal on how a person perceives it.’ He claims 
that management has a responsibilitv in the role of reducing stress and he gives 
alternatives that are available to organizations interested in stress management. These 
alternatives are: 


e Stress awareness --self understanding of vour physical and emotional reactions to 
various sumiull. 


e Stress inoculation learning --individuals learn to understand stress warning signals, 
adnut that thev are under or over stressed and develop concrete actions for coping 
with their speeific work situation. personality and goals. 


e Participatuve management --workers take an active role in the decision midking 
process on issues that directly affect their work. 


e Bio-feedback --through a series of training sessions, the individual learns how to 
control their physical response to stress or to develop a healthier attitude towards 
themselves and their lives. 


e Organizational restructure --includes such things as shorter but more frequent 
breaks. changing work sehedules and providing an area where an individual ean 
(Cin poral escape iiessincs: 
Jae set 
Lester [Ref. 20: p. 47] found it difficult to model all the research findings on 
stress. Because reactions to stress are dilfcrent for eyer\omes tlie qesearch on Stress lem 
towards “a greater appreciation of individual differences and the matching or 
nusmatching of individual goals.” as opposed to development of a unitary concept of 
Stress 
Lester also claims [Ref. 20: p. 49.] that stress management training is based more 
on imsights and practices from the clinical field than from normal science. Because of 
this. he sees a need for more evaluations of such training. Lester introduces focusing 
on selection rather than on training. He observes that “it might be productive for 
researchers to seek wavs to characterize organizations in such a way as to promote the 


selection of emplovees who will not suffer by being hired into them.” 


4. Hendrix. Troxler and Ovalle 

Pion ect eal thei Paper, Stress: its Behavioral and Physiological 
Gonsequences |Ref. 16: p. 58]. follow suit with most of the other literature that has been 
femewed, [hev reinforce the facts that if an individual's stress is continually increased. 
tie person will eventually reach a point where performance decreases as the stress level 
increases. Also. the individual may develop physical problems that may decrease job 
performance or, if severe enough, mav require medical aitention. These problems may 
include ulcers, high blood pressure, allergies, and coronarv heart disease. 

=.) Cooper 

Meeceialnis @atelsive literature review, Cooper |Ref. 21] focuses in on stress and 
the person-environment fit (P-E fit), with P-E fit being “conceptualizing stress as a 
nusmatch between the mdividual and the environment.” 

One view among the many researchers cited. 1s that stress mav occur “when an 
environmental situation is perceived as presenting a demand which threatens to exceed 
the person’s capabilities and resourees for meeting it. under conditions where he expects 
a substantial differential in the rewards and costs from: meeting the demand versus not 
meeting It.” 

Momeni | 97 | Oilers a) cOncepiial delmition of stress. ‘Ele writes: 
Mexperenced stress is the coenitive and affective perception of. and response to, the 
multi dimensional environmental influences that impinge on the mdividual as being 
Mimecasant or disacreeable and that interact with these perceptions to produce negative 
psychological and physiological outcomes.” 

oer ete: a, 22) also recommends the need for further research to: 


Seemercion a method to measure and quantify stress in particular jobs and 
organizational environments 


® Determine the functional relationships between stress and performance im 
parucular jobs identified as stressful. 
¢ Develop more reliable and valid stress measurement instruments. 
®e Develop stress scales to measure P-E fit with greater reliability and validity. using 
the concept of experienced stress as a guide for development. 
6. Nloore 
Peon toere, Wirector of Recruiter Traming. Commander Naval Keserve 
Force, has incorporated stress awareness and stress management training into the lesson 
plans for Recrurter Traming Orientation. Reeruiter-In-Charge traming. Zone 


ee on Cc! Requmer traming, Reeruiter \lanagement Orientation and Recruiter 


Training Seminars. [Ref. 22] Recruiters learn the difference between Type A and Type 
B people and how to categorize their own behavior. A common theorv is that the tvpe 
of person vou are and the amount of stress vou are susceptible to are directly correlated. 
Type A people: 

¢ Feel general impatience with the rate at which most events take place. 

e Always move, walk. and eat rapidly. 


¢ Explosively accentuate words in ordinary speech, Whether or not there 1s a necauian 
such accentuation, and rapidly utter the last few words of most sentences. 


¢ Indulge in polvphasic thought or performance. Thev strive to think or do two or 
more things at once. 


e Tind at difficult to refrain from discussing subjects that interest them in 
COV ersall Onl. 


e Almost alwavs feel vaguely guiltv when thev relax. 


ei \perience a chronic sense of time urgency || hein 


TiewBae ciate: 
é¢ Are cenerally free of all the habits and traits characterizine the t\pe A merscm 
© ie not SUIICMinOIT a Selse Ol tiniest snes 


e Generally harbor little or no free-floating hostilitv. and feel little need to display 
O7 CISCUSS em adele. ements 


¢ Tend to play for plav’s sake, to find fun and relaxation rather than to compete. 


om TRC1AN SIERO UTIs Ci eee 


Recruiters learn the characteristics of assertive behavior, which iiay prevent ome 
from getting into a potentially stressful situation. They learn the svmptoms and signals 
of stress. Thev do a self-test to deternune their personal stress levels) Reeruiters lea 
to deal with stress through both phvsical training and time management. Dr. Mloore 
clanms that all recruiters who have gone through his training program im the last two 
vears can describe their personality type and stress level, as well as how to combat stress. 


[Ref 23 


C.. (SEMIS Ray 

There are many common threads throughout the previous literature with regard to 
emsi@ice mecentive programs, quality of life; and stress, In tems Of mira heen ine. 
the following umportant points are noted: 


¢ Tsyplosees must be convinced that their efforts and accomplishments mav lead to 
recogmsuoen in the form of tane:ble Tew ers 


Da 
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On-going training and traming for everyone 1s important. because the environment 
is continually changing. [Ref. 9]. 


NIBOs provide structure. Workers and supervisors both know exactly what 1s 
expected in job performance and how and when it will be evaluated. This relieves 
job ambiguity and 1s a component of participative management. 


Participatory management can help productivity and worker morale. The worker 
supposedly knows his or her job better than anyone else and 1s therefore the most 
likely candidate to provide reliable suggestions on job improvements and company 
policies that affect the job. {Ref. 14] 


Fwolxation Cannot be created. Incentives and bonuses are reinforcers. When 
Incentives and bonuses work, it’s because they reinforce the behavior of individuals 
who are already well-motivated. [Ref. 12] 


The Freeman Plan is not effective for recruiters in relatively difficult recruiting 
areas. There is an inequality of opportunity in a non-competltive compensation 
Soren). | Ref. 13] 


Group rewards relieve jealousy and competition. 


7 


press Is a fact of lite, aid the level of stress one experiences is based on the 
individual's perception of the stress. Stress can be conceptualized as a nusmatch 
met cen the individual and the environment. [Ref. 21] 


\Ianagement. as well as the mdividual. has a responsibility to learn how to cope 
mit stress. [Ref. 19] 
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Il METHODOLOGY AND RESULTS 


A. METHODOLOGY 

A potpourri: of methods was used in the course of this research. Because little has 
been previously done in this area, most of the research was “primary ’--that is.interviews 
using structured and open-ended questionnaires. The emphasis of the interviews was 
on field recruiters. Four recruiters from Naval Recruiting District (NRD) San Diego 
Were interviewed by phone using the questions presented in Appendix A. The four 
recruiters were chosen for the interview based on their tenure in recruiting. One recruiter 
Was new to recruiting (4 months on the job}, one was mud-tour (18 months on the job). 
one was end-of-tour (33 months on the job), and one was post-tour (recently retired 
Chief Recruiter). NRD San Diego recruiters were chosen for two reasons: 

[. NRD San Diego's request im support of thie 

2. NRD San Diego currently ranks 23rd out of 41 recruiting districts in productivity. 
Therefore. 1t represents close to the average recruiting distinct. AS aneaveraae 
district, 1ts recruiters’ responses should represent the norm. 

In addition to the field recruiters. Enhsted Programs Oflicers (EPOs) or Gigs 
Recruiters from the five “easiest” districts and the five “Hardest “disiricis ene 
interviewed. The definition of “easy” and “hard” districts is based on rankings presented 
in the CNRC (Code 22) Tracking Report for FY 86-88. This report ranks districts from 
bottom to top based on the number of months that the district nussed its enhstment 
contract objective. “Tlard” districts are those that lave missed their enlistment coneniar 
objective the most. “Easy districts have not missed their enlistment comiract obj;ecime 
during the period of the tracking report. There are 14 out of 41 districts that qualify as 
“easy districts. The five chosen to be interviewed were randoms Selected fron anieme 
those [4. The questionnaire can be found in Appendix B. and an extract from the 
CNRC (Code 22) Tracking Report appears in Appendini€. 

Some secondary research was done by analyzing responses to two surveys. The first 
survey Was conducted 6)” Commander. 4 Medical Command 
(CONINAVMIEDCOMNI) (Code 34) in response to a letter fromm CO 2 ei] 1 eee 
(Ref. 4}. it attempted to get a feeling for jUst hOW many pecttiters are scen >.) 
psychologists, psychiatrists, and social workers. what the diagnoses are. and how manv 


are found fit for full duty and or recommended for transfer from recruiting duty. The 


feeend survey. from COMLNAVCRLITCOM (Code 11) to all Navy Recruiting Areas 
(Ref. 24]. sought similar information as in the first survey, from the recruiting side of the 
Mevse, with hopes of comparing the two surveys. It is important to note that these 
Sees Were prepared and conducted informally. 

Finally. an attempt was made to compare Army, Navy and Air Force recruiter 
incentive programs. Due to time constraints, Army and Air Force recruiters were not 
interviewed, so the comparison is based strictly on recruiting regulations from these 


particular services and information gleaned from their respective recruiting headquarters. 


B. RESULTS OF FIELD RECRUITER INTERVIEWS 
1]. New Recruiter 

iene iecnuiter interviewed is a Second Class Petty Officer who had been 
meermiineg {Or four months at the time of the interview. He has been in the Navy for 
eee vecars and volunteered’ for recruiting duty to take a chance at meritorious 
promouon under the Freeman Plan, because advancement in his rate was ught. He had 
Meeereocen ON recruiting duty before and his previous tour of dutv was at sea. This 
recruiter felt that Enlisted Recruiter Orientation School (ENRO) was a good school and 
satisfactorily prepared him to do his job, 

[lis recruiting station 1s located in an average area? and he felt that the 
feenuiting foal was relatively casv to obtain. He had already earned his Gold Wreath 
and felt that the reward incentive svstem under both local programs and the Freeman 
Plan was motivating. He thought Freeman Plan points were a httle high--obtainable 
but not easy. 

This Petty Officer said that recruiting has its ups and downs, but that so far he 
feeceit., ihe stress of the job was related to not making goal and the amount of driving 
G@ieiew rie jelt there was more Stress in recruiting than on a ship. He said it was too early 
to tell if he would ever volunteer for recruiting again. 

Ife is not married. so could not address the issue of quahty of famuly hfe and 
did not think that recruiting affected his quality of hfe too much. His suggestion for 


Sri themiicentive prograni was to lower the pomts under the Freeman Plan. 


8 Volunteering is defined as specifically requesting recruiting duty from the detailer. 


ee ered isdiciined in terms of ease of recruiting. 


2. Miid-Tour Recruiter 

The next individual interviewed was also a Second Class Pett. Olitcer 1 itipeme 
and a half vears in recruiting (nud-tour), and nine vears in the Navy. He did not 
volunteer for recruiting duty and his previous assignment had been shore duty. He did 
not feel that ENRO satisfactorily prepared him for his ob. He said the school was too 
basic and did not address the hardships that a recruiter may face in the field. 

This Petty Officer’s recruiting station is in a tough area and as a result his 
station was working 0800 to 2000 Monday through Friday, and most Saturdays because 
they were not making goal. He felt that the difficulties with making goal were related 
to the fact that recruiting standards change monthly, based on what the Navy needs and 
that it is difficult to adjust to the continual changes. 

HJe thought that the Freeman Plan was motivaung and a good program. but 
that in his area, awards were not obtainable. He said that recruiting was the hardest job 
he'd ever had. and that meritorious promotion under the Freeman Plan was unrealistic 
because, so far. only one out of 122 recruiters in his distmet had been selecteq aan 
merliorious promotuon not seeming feasible. he felt as a recruiter that it was very difficult 
to compete in lus rating for advancement. because he was working out of his rate. did 
not have the time to properly prepare for advancement exams. and was essentially cut 
off from what was happening in his rating. 

This individual was not married. and did not feel comfortable addressing the 
question on quahty of family life. With regard to his own quality of life. he felt that 
working hours made it verv difficult to take care of personal matters. District incentive 
programs were motivating because the reward was time off. He would not volunteer for 
recruiting duty given the opportunity. 

3. End-of-Tour Recruiter 

The end-of-tour recruiter interviewed was a Chief Petty Officer “ho had) been 
in the Navy for 19 years with the last three vears as a recruiter, He did’ met volumes 
for this duty and had not been on recruiting duty before. His previous tour of duty was 
at sea. Which he loved and preferred over recruiting. 

He felt that whether a recruiting goal was easy or not depended on how well one 
knew the recruiting area. He said that a person has to be aggressive or won't make it 
as a recruiter. He said that he 1s constantly recruiting. whether on duty Onpmot. 1 1csar 
that the “kids” who go home directly after work aren't giving it their all. There are 
alwavs stops to be made--ball fields. school hang outs. wherever an eligible population 


tends to sather, A recruiter may have to “beat the buses == oi the bocre anes ene 


This CPO thought that recrutting duty should be geared more towards the 
vounger troops. As a Chief Petty Officer, his motivation was the personal satisfaction 
Mem@ot ifOim recruiting the best people he could for the Navy. With 19 vears in and 
Smead all £7, he did not find many incentives under the Freeman Plan. Ile was 
meligible as an E7 for meritorious promotion and. though he had received a Navy 
Achievement Medal under the Freeman Plan, that was not what motivated him. It was 
just something nice to have. 

He said there were a lot of frustrations in general associated with recruiting and 
that the quality of life wasn't too good. He personally spent more time away from his 
fanuly while on recruiting duty than when he was on a ship. Because of his tenure in the 
Navy, his family was more understanding and accepting than for a less-experienced Pettv 
Officer. He said the hours on the job can be verv detrimental to a voung family. He said 
when a wife calls at 1900 inquiring where her husband 1s, and is told that he’s on a 
@iemie w1Sit. the wife wont alwavs believe that. His suggestion to remedy tlius is more 
District CO and NO involvement with spouses and families. He eited a need for an 
indoctrination for spouses so that thev also know what to expect. 

This Chief has observed aleohol abuse as a problem among fellow recruiters and 
emrawited Career Recruiter | orce (CRF) personnel for being micro-managers. As much 
as he has enjoved recruiting, he wouldn't want to do It again. 

4. Post-Tour Recruiter 

Dire timpalandi ducal miervieweod was a recently retired Master Chief Petty Officer 
E@oeilad done three tours of duty in recruiting. two as a Chief Recruiter. during his 33 
Beamon the Navy. As should be obvious. he volunteered for recruiting duty because he 
is a Self-defined “people person.” 

This Master Chief feels that the Freeman Plan is only motivational to those who 
are eligible for awards. If vou are ina difficult recruiting area, and making goal is next 
to impossible, the Freeman Plan is not going to mspire vou to make goal. 

ile said that the stress factor is terrible. He is aware of problems ranging from 
attempted suicide to substance abuse, used in order to get out of recruiting. He is also 
aware of recruiters experiencing depression and cheating in order to make goal. He 
Inimiself Violated the Freeman Plan by protecting recruiters from a Freeman T and he 
would do so again. He clarms he would never recruit under the Freeman Plan again. 

He also eited the Career Recruiting Force as a problem. Fle said that thev are 
normally put in supervisory positions with little or no leadership training and minimum 


Meet EXDETICIICC, 


Laek of follow-on training 1s another problem, because later training is hard to 

enforee due to available man-hours and the difficulty or inconvenience of bringing a 
recruiter “in” from the field for training. He therefore recommends: 

¢ scrapping the Freeman Plan 

® restructuring the goaling to come from CNRC 

e domg away with Area level--too many levels to get through to the big guy. 

¢ reducing goals for tough areas 

e breaking bad attitude stations up 


¢ ¢iving ume off from production 


On quality of life issues, he said that his children resented the hours he spent 
away from home and his wife was not happy with htm working weekends. But he also 
feels that he had a untque fanulyv situation--his fanuly was more understanding than 
OTe 

As far as promotion opportunities, he has seen promotion boards in action. and 
he said that promotion boards looked at Letters of Commendation and other kid 
comumenis on performance evaluations from recruiting dutv as “give mes.” His final 


cOmunent was that reeruitme duty 1s even more arduomsen setae: 


C. RESLCEWS*OR DISTRICT Pak TEs 

The districts interviewed range in size from GS recruiters to 14! recruiters) ieee 
ficures include Career Recruiter Force personnel, Not all districts were sure how iim 
of their recruiters were volunteers because this 1s not a standard statistic that 1s kept 
Oi those that did know (3 districts in each category). it 1S interesting tO note thateene 
“easy” districts had volunteer rates that averaged 67 percent. while the “hard” distniets 
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averaged 33 percent volunteers. All districts interviewed) except fcr One, havewa 
recruiters seek assistance for stress-related illnesses or problems in the last year. And 
ali, except two districts, had at least one of the individuals who sought assistance 
transferred out of reeruiting because of the stress-related illness. What is most 
teresting about these interviews is that, except for the differences in volunteer rates, the 
results of the interviews dont really sive any indication sol “hetlicr 1 S945 hore 


ae 


recruiting distriet or an “easy” one.10 


I. Oaes aauin. “hard” and “easy” are defined by the CN IG Gate [icine tom a 


even ticame to the Freeman Plan. all districts unanimously agreed that whether 
Mpemienecmial Plan works or not depends on the recruiting areca. It docs not work in 
recruiting areas where it is difficult to recruit. It works better where the awards are 
Me wistically attainable, t.e.. “easy recruiting areas. It works for some but not for others. 
It works for recruiters who are competitive and already well-motivated individuals. The 
most motivating award under the Freeman Plan appears to be MNleritorious 
Advancement. This 1s a very desirable award to those individuals who are in “tight” 
rates!! . So the question then follows: what do vou do about the recruiter who 1s not 
motivated or working in a hard area? In all districts interviewed there 1s heavy emphasis 
on local level incentive programs. Time off heads the list of desirable incentives. People 
femudepreler more money, but because that 1s not feasibie as an incentive, time off wins 
gues One Chicf Recruitcr pointed out. cvervone 1s motivated differently and you have 


to find out how to “reach” those individuals. The same incentive does not work for 
Semone. |ocal level programs include trophies. plaques. certificates. coffee mugs. 
Simmers, lunches, parties. gect-awav weekends, tickets to ball games. and so on. in 
recognition for accomplishments ranging from surpassing goal to turning in a contract 
feesaee Vw ithout anv errors. When a district or station 1s not making goal. recrutters 
need to be motivated to perform al] aspects of their job, not just making goal. If the 
MiOtivation can be maintained, mavbe it will take the edge off of not making goal. Goal 
Seema mot be the end all. There should be an appropriate balance of goal and taking 
care of the people responsible for making that goal. The point being that the 
supervisors, or those providing the motivation must be well aware of mdividual 
recruiter's needs and act accordingly. 

Other tactics for those who are not motivated or are having trouble making goal are 
retraining and cautious use of the Freeman T. Retrainmg may pinpoint specific gaps in 
Pieerecruiters knowledge or technique. This can be corrected through retraining and 
feos -Up Supervision by the Reeruimer In Charge (RINC) and the Zone Supervisor. 
iach Ol trang because it 1s too difficult to bring recruiters in from the field was noted 
Meeoepropicin by one of the districts. One of the easv districts said that they made it a 
point of bringing all their recruiters in once a month for training. Thev felt it was verv 
Important to have the interaction among the recruiters and to maintain a consistent 
training program. Though it 1s not spelled out in the Navy recruiting regulations, it was 


explained during the course of these interviews that a Freeman T is not automatic. It 


11 A “tight” rate is one in which it is diffeult to get promoted. 
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is up to the Commanding Officer’s discretion to enforce the Freeman T, which mmplies 
that if there are extenuating circumstances that are preventing a recruiter from making 
goal. he will not be automatically transferred under a Freeman T. 

One district that was getting ready to make the goal for the first time in a very long 
period, turned the district around bv discontinuing the practice of “on hours’ !2 , and 
stopped working 7 davs a week and holidavs. They emphasized local level awards, and 
showed an interest in their people. The Chief Recruiter 1s on the road a lot visiting the 
recruiters and has an open-door policy. In addition. goal had been reduced to an 
attainable level and this 1n itself resulted 1n positive feedback because the recruiters know 
that they can now make goal. 

The districts interviewed had numerous suggestions on how to improve or change 
the Freeman Plan as well as national level and local level incentive programs. Thev 
aire 

i. Serap the Freeman Plan. The awards offered. such as the Navy Achic vine 


Medal and Meritorious Advancement are already available under otlicr  \ares 
GircetiveS: 


2. Adjust the Freeman Plan points to reflect the difficulty of the various recruiting 
markets. 


(od 


Implement a recruiting tour ribbon 


4. Give some type of ribbon or medal to those individuals who work im the district 
or area that wins a national competition level award. This would be sinular to the 
Navy E, where all the members of a departmient on a Slip Ulat wins the Navas 
CCl LO Wear Mee dee Tie eon 


Cs 


Change the Special Duty Assistance Pav (SDAP)>™ [here ere aliew sucacsiigie 
concerning SDAP. One was to increase it . one was to include support personnel 
in those eligible for SDAP and another was to increase out of pocket expenses and 
Mehige Wiose ONpenses ies ae 
A number of issues concerning the CRF were brought up during these interviews 
and the interviews with the field recruiters. Some people say that the CRFers are 
ill-prepared to be supervisors and tend to micro-manage because all they know ts how 
to recruit and they don’t know how to supervise. Another thought was that CRFers lose 
track of what is going on in the fleet and therefore do not relate to the field recruiters. 
Take an individual who comes into recruiting as a second- class petty officer. completes 


a tour i reeruiung. makes first class while on recruiting duty and then applies for the 


12 “On hours” means working from. say. 0800 to 2000 daily because goal is not being 
achieved, 
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Meeer Recruiter Force. He or she is accepted as a CRFer and remains in recruiting for 
ever anda dav. Is something lacking m this person's leadership abilities because of this 
Seemanio? Some would argue ves and others would say no. Those who agrec. feel it 
becomes a big problem when this individual gets advanced to Chief Petty Officer (CPO), 
whether through meritorious advancement or through normal channels. Becoming a 
CPO is hke joining a fraternity, mitiation rites and all. It assumes a certain level of 
knowledge and ability in a specific rate as well as in general leadership. It has been said 
that when someone is meritoriously advanced or makes Chief after being in recruiting 
Bureentne tine he or she was a second-class petty officer, it is often difficult for him or 
her to gain the acceptance of peers and the respect of juniors. 

Mose (hat arctic no, believe in the selection process. Thev feel that recruiters would 
miemebe selected for CRF. meritorious advancement. or recommended for promotion 
Miiess they really deserved it and had the potential for good leadership regardless of 
Semetner they were in the {lect or had been in recruiting since they were a second class 
fen. Officer. 

mite pot is that carcful attention must be paid to the selection process. We all 
know that it 1s much easicr to approve requests for just about anything than It 1s to 
@eeoprove one and have to justify it. And people will slp through the cracks. But 
meine 1 NOt the only area in the Navy that is susceptible to this. There are 
ieeerOus rates 11) the Fleet where a hot-shot sailor can make CPO in a relatively short 
Peaaesssithout the prerequisite “experience that most of us have come to expect. In verv 
Peeimical fielis, where vou go to school for almost 2 vears, vou may have less than 6 
Megesecxpericnce and niake Chief. llopefully. were not dealing with a svstem of just 
filling in the vacancies, but that all potential candidates are accurately screened before 
beme reconunended for anv special program or consideration. 

By grouping the district responses by the “hard” and “easy” criteria defined earher. 
an intcresting picture emerges. As seenin Table 5 and Table 6. the “easy districts have 
Mime wer recruiters secking assistance for stress-related illnesses and far fewer transferred 
Seedenestiit of these problems. Also. the volunteer rate is higher for the “easv” districts. 
Siecemulibers indicate that the harder the district. the more likely stress will be found. 
Menceuueniy. the recruiting cnvironnient or market exercises a significant influence on 


recruiter stress, 


Table 5.5 HARD DISTRICTS: QUESTIONS AND RESPONSES TO 
INTERVIEWS, 1988 
Question Responses by District 


| 2 


lo Hows necimitens 65 90 
do vou have? 


Zo 1OW am dre reer 
Recruiter | once Chr)? 


Se Hiosy Many eon our 
FECRUICT scare 
volunteers? (percent) 


4. How many, if any. have 
NO Vesener sOuaitn 
ASSISTANCE 1 Ofecmme. 6 
related tinesses: 


5. low tian iin ene 
transferred from 
TeCHUltiig ute aoe 

result of stress related 
lmessex2 


* Approsmate 
(a) The district did not know 
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imple 6. EASY DISTRICTS: QUESTIONS AND RESPONSES TO 
INTERVIEWS, 1988 


Question Responses By District 
a 


Iertow Many recruiters : . $4 
doe ou have? 


er1OWw many are Career 
ieemuiter Force (CRF)? 


4. How many of vour 
Recruiters are 
volunteers?( percent) 


eei0Ww many. if any, have 
meme ever soucht 
@eeistance for stress 
oleate illnesses? 


Omiaow manv. if anv, were 
feanisterred from 
recruiting duty as a 

result of stress related 
illnesses? 


Seappro\imate 
(a) The district did not know 





fee ol LTS OF MEDCOM SURVEY 

MWieworicii.] purpose of this survey was to shed some licht on the scenario of a 
recruiter being recommended for transfer from recruiting duty due to stress-related 
problems, vet sull being found fit for full duty. Two-hundred Navy psychiatrists. 
Pewenoloeisis and social workers were surveved, and there was a 50 percent response 
meee ss secon in Table 9, Question Number 10, of those that responded. 53.3 percent 
did not have a conflict with recommending a recruiter for transfer from recruiting, vet 


still finding the recruiter f1t for full duty. 


tps 
ty 


Thahies 4, 


Question 


Have Ole ven sconea Na 
Vidic @ Oneserecriitcr ron 
stress or other psvchological 
problems? 


2. HOw eater eenitersanay ec 
vou evaluated for continuance 
Ml tiem, JOOS ice transier 

out of recruiting? 


Sesion aoeelanenentaeeic srk sons 
vou seen in treatment and 

fOr Vie Olio tities 
Jolie VOUMTGa keane SOUS 
Or oO her fant @eniper Oo! 4 
Pecreacie! 


SWAY Wa ie ee Oss 


oS 
bad 


105 


Number of 
Responses 


Response 


es 
NO 


309 (total for 
all responses) 


207 
time Varies 


c 


\ 
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Most Common Diagnoses 


Marital Dysfunction 
Sess Dispressioni 


Adjustment Disorder 


Alcohol! and Drug Abuse 
Mixed Emotional Feelings 


QUESTIONS AND RESPONSES TO MEDCOMI SURVEY. 1988 


Percentage 
of Responses 


wil 
2 
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ieiess. QUESTIONS AND RESPONSES TO MEDCONM SURVEY, 1988 


CONT. 


Question 


O(a). When vou treated a 
f@eyuiter and or Spouse, 
was cluld and or or spouse 
abuse included in the 
diagnosis? 


6(b). Alcohol. drug. or 
gambling abuse or 
addiction noted? 


Sexe vou heard of the 
perma Plan under which: 
Berecruiter cai be 
Marsicrred out of 

recruiting under a “no fault” 
@eese {or an inability to 
successfully recruit? 


Ss. Lnder what circumstances do 
mou recommend relieving 
someone from recruiting for 
Person Of stress? 


Responses 


0 


Cpe 


ca” 


Number of | Response Percentage 


of Responses 


Spouse Abuse 18.8 
Child Abuse 14.4 


Alcohol 
Drug 


lood 
ambling 


G 
oy 
SN 


cS 
O 


Psychological 

Poor Job Performance 
ouc 

Fanuly Dysfunction 
pleonol Drugs 





Table 9. 
CONT. 


Question 


9. Under what circumstances 105 
do you recommend transferring 
someone from recruiting for 
psychological psychiatric 

reasons other than a stress 

related diagnosis? 


10. Do Vou see aiieeonilice or 105 
contradiction in reconunending 

release from recrulung duty 

While simultaneously stating 


Number of 
Responses 


QUESTIONS AND RESPONSES TO MEDCOM SURVEY, 1988 


Response Percentage 


of Responses 


Psychological Pas) (| 
Poor Job Performance 
NA 

None 

Ambiguous Answer 
No Answer 

Alcohol, Drugs 
\fedical Boards 
Family Dysfunction 
No 

es 

NA 

Ambiguous Answer 


the individuals “fit for full 
eee 


Number Surscued 





The narrative comments in this survey suggest that recruiting duty calls for people 
with a unique personality. You can take a 4.0 (top performer) Machinists Mate from 
the fleet and send him to recruiting duty. Hes not sttecessiul) He buckles undermie 
pressure. perceived or otherwise. of the job and develops a medically diagnosed 
stress-related illness. Those surveyed that did not have a conflict with the decision felt 
that in the majority of cases. if that mdividual is returned to an environment that he 
knows he has been successful in, he will be successful again. As one doctor said, “J dont 
believe ‘fit for full dutv’ means an MM can fh} an Fld. and it irequenth doesn 1 mea 
he can function as a recruiter either. But 1 is 2 judementicalle Not evel one om. 
recommended for transfer from recruiting duty 1s found fit for full duty. 

But the purpose of using the survey for this particular research was to trv to give a 
broad picture of just how many recruiters have been evaluated by medical personnel. 


what the diagnoses were. and to summarize he namatiie comments Ol (ides micenccr 


There are some problems with this survey that prevent an in-depth analvsis. First 
of all, the time frame for the responses was open-ended. so the answers given in response 
Peemesions number | through 3. for example, could have been in the last vear. 5 years 
M@eeeectic) Years. The second problem is that the survey did not determine if the 
diagnoses of the recruiters were job-related. 

What is of most interest in this survey are the narrative comments provided by the 
doctors. Besides the discussion of “not fit for recruiting but fit for full duty.” 12 percent 
@imeeose tat responded specifically stated that they felt when they evaluated a recruiter 
for stress-related problems. they saw the problem as a mismatch of individual and job. 
They equate recruiting to a sales job in the civilian world and see the same personality 
characteristics present in successful salesmen necessary to be successful in recruiting. 
These charcteristics include: aggressiveness, people-oriented personality, extroverted, 
B@inpetitive, personable. and a willingness not to mention defects in the product. Their 
Meeommiendation was to evaluate the selection process of recruiters and the 
Seemivetenistics of the job and attempt to come up with a svstem that would enable a 
more accurate selection of appropriate individuals. 

Although onlv two of the respondents mentioned it. there 1s an interesting concept 
M@eemessed in the survev: the identification of a need for stress management traming earl 
In the reeruiter’s assigninent-- erther at the schoolhouse level or when first reporting to 
Memeetmiiiie conmumand. One doctor noted, “bv the tme recruiters would come in to see 
feemee. Were 1m eXtreme distress and feeling that their insurmountable distresses were 
Seised 6. recruiting duty and all that goes with it. Another noted. “more stress 
Meemiaeciment Sroups are needed before reeruiter reaches point of depression and or 


violence.” 


Pee ol LIS OF COMNAVCRUITCOM (CODE 11)SURVEY 
ore ten tae it OCON! Survey, it is necessary to first address the several weaknesses 
@iesiiac this survey for research. For example: 


e The survey was sent to all Recruiting Areas. Responses from only 12 Recruiting 
Districts were available at the trme of analvsis. The survey was to include officers 
and enlisted personnel and in most responses there is no differentiation im the 
answers between enlisted personnel and officers. 


Sie es iti the NIEDCON Survew, job-related stress was not specified, though some 
districts did make the distinction in their responses. 


Seeetere 15.110 JUCTIICation Of repetition of responses. That is, whether anv of the 
mdividuals addressed in. sav. question no. | are repeated in question no. 2--or if 
Piece TOlMIN Separate Cascs. 
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e Ofcourse this survey can onlv address those cases that are documented. Though 
this is not necessarily a weakness, it does leave room to wonder just how many 
more recruiters are having problems and are not coming forward for assistance or 
may be discouraged from doing so. 

The time frame for responses was specified as January 1987 to the present (May 
1988S). Those districts whose responses Were available have a total of 1168 recruiters. 
The results of this survey are found in Table 10. Without all the responses available, it 
is dificult to draw anv strong conclusions from this survey. If this were a representative 
sample, one would conclude that © percent of the recruiters are beins treateq@icn 
stress-related medical problems and almost 5 percent have been treated for alcoholism 
and returned to duty. Whether these numbers are high or not cannot be determined at 


this time. 


os) 
oe) 


tee 10. RESULTS OF COMNAVCRUITCOM SURVEY. 1988 


Question Response Number of 
Cases 


meet Officer and Enlisted Severe Adjustment 
recruiters who have been seen Disorder with Depression 
forems chiatric or stress problems, Substance Abuse related 
What was the psychiatric forsitess 
or stress diagnosis? 
Personality Disorder 
Stress due to 
marital problems. spouse abuse 
Situational Stress 
Suicidal 
Anxiety 
Severe Withdrawal 
Physical Disorders 
Chronic Pame Disorder 


— re ryt SON Gn 


a 


Pei2ow many recruiters have been 
fimeated for alcoholism and 
heeurned 10 duty by Level I. 

meve! 11 and Level IJ]? 


Peeook at fault transfers: 
foeiiow manv? 


fepmiiow many cases cited 1n (a) 
were adjustment disorders present. 
Pur not used as primary cause 
m@ecrans{¢r? 


4+. How manv people are being treated 
Meiestress rclated medical 
Peo elems, marital counseling, ete.? 





F. ARAMIY AND AIR FORCE RECRUITER INCENTIVE PROGRAMS 
I Army 
According to Recruiting Station Administration Update. the Army's “Recruiter 
incentive Awards Program is designed to recognize excellence in recruiting and “award 
qualification 1s based on the accumulation of points during a specific period of time” 


fee ihe caring of points and clicibilitv for awards in the Annv is very similar to 
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the Naw’'s Freeman Plan. The Army’s mission box 1s equivalent to the Navy's monthly 
goal. If nussion box 1s not accomplished (goal not met). production points are awarded 
as indicated in Table I]. If mission box 1s accomplished, all recruiters get 50 points. 
If a recruiter surpasses mission box requirements, overproduction points are awarded 


as indicated ine vole. 


Table 11. ARMY RECRUITER INCENTIVE AWARDS PROGRAM: 


PRODUCTION POINT VALUES BY RECRUIT 
CHARACTERISTICS 
Recruit Characteristics Points Awarded 


to Recruiter 


Gracuates, Seniors, Curent: a iia 20 
SPOT ais 


Graduates, Sentorss Ciunrentiy in [oO aes 5 
Prior Service (Regular Army) AFQT I-JILA and I1-]IB S 
Prior Service (ewalwanescis.c) 10 
Non-l1-S. Gimietiatess Ol ei 5 
Ciyaluote Semon Ol IN. and 

Non-Graduate POT Tis. Q 


“APQT refers to the Armed Forces Qualilication Tesi Al@ lm eiiecenc aie 
percenule score ranges are as follows: | (93 throvuch Ge} i Gesingichie 2) eee 
(SQ through Gh TB (31 through 49%; 1V (70 throug ty isthe tenia 


SOURCE: = ffleadguarters, United States Army Recruiting Conunand, CS AREC 
omer 21 pp. 3. 


Siplesi2, ARNIY RECRUITER INCENTIVE AWARDS PROGRAM: 
OVERPRODUCTION POINT VALUES BY KRECKUT 
CHARACTERISTICS 


Recruit Characteristics Points Awarded 
to Recruiter 


Mracuates, Seniors, Currently in H.S. 40 (ist over) 
AFQT I-ITIA 605 2nd over) 


Sraduates, Seniors. Currently in H.S. AFQT 1-I11B 


Prior Service (Regular Army) AFQT I-IITA and I-IIIB 


Mmer service (Army Reserve) 
myon-1!.S. Graduates AFQT I-EIIA 


Meccduate Senior AFQT IV and 
Non-Graduate AFQT IIIB IV 


SOURCE: Headquarters, United States Army: Recruiting Command, US AREC 
Regulation 6 2-10, p. 3. 





Pacino: the awards lmied im Table Ishave been earned. the recruiter ts 
Semic tO COmMpcte for the Recruiter Ring. This 1s the ultimate award under the Armyv’s 
Recruiting Incentive -Awards Program. To qualify for the ring. a total of 1,200 points 


Meese De earned within 24 months. 


fy 


Table 13. ARNIY RECRUITER INCENTIVE AWARDS PROGRAM: AWARDS 
BY REQUIRED POINTS AND MANIMUM TIME PERIOD FOR 
ACCUMULATING POINTS 


AWARD REQUIRED MANINUM TIME 
POINTS PERIOD (months)* 


ist Gold Acineveinene Star 240 6 
2nd Gold Achievement Star 300 6 
ord Geld Achievement, Star 300 
Gold Recruiter Badge 300 
ist“ Sapper Nehievememersias 300 
2nd Sapphire Achievement Star 300 6 
3rd Sapphire Achievement Star 300 6 
“The awards must be earned in sequence. After the first 240 points are earned. the 


six month clock starts again and the recruiter must carn 300 points for the second 
star. 


SOURCE: Headquarters, United States Army Kecrtatuig Conuiand, (sake 
Reculaiton Oa te = 





Awards in the Army program are not automatic, based on poimt accumulation. 
The “whole person” concept of the recruiter 1s considered), This cOncept eludes [acum 
such as: 
e Personal Appearance 
e Height and Weight Standards 
e Drug or Alcohol Abuse 
e Driving Record 


e Representation in the Civihan Community 


An interesting aspect of the Army program is Its team concept. What team 
concept does 1s allow for recruiting personnel who mect certain criteria to be awarded 
S30 points when a higher level of command accomplishes nussion box. For example, a 
recruiter has a mission of 3 TSC I-IJ1Bs and ie cers eS GaSe nie Scio iain es 


I-f}}A. The recruiter does not make his or her nussion, but the other recruiters at the 
station make up the difference and the recruiting station makes its overall mission box. 
The recruiter who did not make mission will get 50 points under the team concept. while 
the recruiter who made mission and also made up the difference of the other recruiter 
Will get 50 points for making mission plus the appropriate overproduction points. The 
recruiter who nussed mussion may take team concept points or the appropriate points 
as listed in Table 1] on page 40. whichever is highest. Nobody loses. 

The final point about the Army is that it does not automatically release anvone 
from recruiting for failure to produce in a given time frame. If. during the first vear of 
recruiting. a recruiter is having trouble, he or she is retrained under the Transitional 
Training and Evaluation program. This is an OJT program for Army recruiters that 
Serves as a follow up to formal training. Training emphasizes sales presentations, 
telephone techniques. and other aspects of recruiting and general salesmanship. 

Eek Force 

ese. dilicult to compare the Air Force with the Arnv and the Navy 
fecause the Air Force is a somewhat smaller service. requiring fewer recruiters to 
accomplish its goal. The Air Force had 1.950 recruiters authorized to accomplish a goal 
of 40.000 accessions in fiscal 1988 compared with the Armv’s 7.887 recruiters authorized 
fem O00 accessions and the Navvs 3.776 recruiters authorized for 93.959 accessions. 
Mies about 2) recruits per recruiter for the Air Force. compared with 14 recruits per 
Beemer for the Army and 24 recruits per recruiter for the Navy. Making goal has been 
Semiparatively easy for the Air Force. and it has fortunately been uble to rely on a totally 
WOlumtary recruiting force. The Army and Navy are not afforded that luxury. This ts 
Memroqmnel, that Ai J orce recruiters are a croup of “happy campers or that thev don't 
Meeaamotivation. In fact. the Air Foree does have an incentive program for its recruiters. 

itee wr ft orce Recruiting Service Imcentive Awards Program “is designed to 
motivate recruiting personnel. enhance individual and unit morale and promote the 
Peeomieasiniment of Recruiting Service objectives [Ref. 26]. Recruiters in the Air Force 
can achieve both group and individual awards. Individual Achievement Awards!3 
include: 

¢ Top Fhght Supervisor 


See Oo} IN Ccruiter 


ieee ruse are mational-jével awards amd are awarded by the Recruiting Service 
Sominander. 


¢ Top Rookie Recruiter 


e lop Enlisted ProsramsiNvecrmten 


Individuals are nominated to Air Force recruiting headquarters for these 
awards. As in the Armv and the Navy, these awards are not automatic. For the Air 
Force, a recruiter must be at 100 percent or more production for a 12-month period. plus 
the “total person’ concept, as explained under the Army s recruiter micentive programm 


is considered. Other headquarter-level awards and their criteria are: 


* Recruiting Service Olvmpiad --Recognizes recruiters who enlist 80 or more NPS 
(non prior service) recruits during the fiscal vear. Awards range from a Bronze 
Medal for 80-89 enlistments, to a Gold Mledal and name engraved on the “Century 
Club” Plaque on permanent display in Recruiting Service Headquarters. 


¢ Senior Master Recruiter Budge --This program is the Air Force Recruiting Service 
Commander's Incentive Program. “It recognizes those enlisted recruiters and 
enlisted supervisors whose outstanding produetion enhanced the total mission of 
Recruiting Service” [Ref. 26: p. 5]. To be eligible for tis bade, a tecniiten ime 
be on production for the 12 months of the competinon vear. atm 
across-the-board status in all assigned goals, and be 155 percent or higher in net 
reservations. 

e Consecutive Year Senior Recruiting Badge --Awarded to those whowhave attames 
Senior Reeruiter status for t\v0 Gr miOre COmsecUtimen cans 


e Afaster Reeruiter Badge-- All recruiters who meet Senior Recruiting Badge criteria 
are echgible to compete for this badge. Selection is at the discretion of the squadron 
commander. 

Obviously, not evervone ean get an award. and Headquarters Recruiting Service 
recognizes only a select few. Therefore. there is a lot of emphasis on local-level 
incentuves. These range from plaques and trophies to lunches. dinners. parties. special 
hberty . or whatever it takes to keep the recruiters going. Though some of these 
local-level programs are formalized and documented in local regulations, others are not. 
Thev are ad hoc and used only when needed. All of the services Navewinilar procvam: 

One Senior Master Sargeant said that Air Force recruiters are motivated 
because they love recruiting. They want to be there and do whe besijce that Inc. cam: 
The rewards are just the icing on the cake. Sinilar semiimenig were expressed biate 
Army and the Navy. Recruiters do their job, because that is Whar ties sc slp pose dae 
do. Their job comes first. and if there are anv eXtra Deneiiism mex sane riistti-—-c ates 
benefits. 

At first glance. 1t would be easv to say that the biggest difference between the 


Air Foree and the Army or the Navwv is that the Air Force has an all-volunteer recruiting 
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fijmees) but given the Air Force $ success in recruiting. the size of the service. and the fact 
that it has more people applying to come in than it can handle. it’s easv to see why this 
Service has an all-volunteer recruiting force. In all honesty . the Air Force does not have 
the same dav-in and dav-out challenge of achieving goal that is found in the Army or 
Dem N ANY. 
3. Summary 

Basically, all of the services operate in much the same way when it comes to 
incentive programs. All have national-level competition, but are well aware of the fact 
that if is a small minority. indeed. that are ever eligible for these major awards. As a 
eoMiteall Services eniphasize local-level incentive programs. [These seem to be the heart 
and soul of recruiting. Time and time again it was stated that vou have to take care of 


vour people and know what it 1s that they need to stay motivated or to get mouvated. 


J GR 
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IV. GENERAL FINDINGS, CONCLUSIONS, AND 
RECOMMENDATIONS 


An extensive literature review was conducted mn the fields of incentives squaliimes 
life. and stress. Except for Cooke’s work [Ref. 13 ], no previous research m these areas 
could be found that pertained specifically to Navy recruiters. As a result, the majority 
of the research was confined to primary sources, and the findings can onlv be considered 


preliminary at best. 


A. GENERAL FINDINGS 
1. Is the Freeman Plan An Effective Program For All Navy Recruiters? 

The evidence presented here suggests that the answer t@ this Question 1suime 
The Freeman Plan works for some but not for others. As was stated in Chapter 1: 

The primary purpose of the Freeman Plan ts to alter the productivity profile of the 
recruiter foree to one Which will have a higher productivitv average and enable the 
Navy Recruiting Comnmiand to attam future goals with the nuniber ar tecruiien. 
allowed under Congressional and DoD ceilings. The secondary purpose 1s to 
provide recruiters with timely mformation, measuring results of efforts. and offering 
incenuves for performance above the norm. 

The Freeman Plan has ensured accountability of recrutting efforts and. m this 
wax. has altered the productivity of the recruiter force. It does provide recruiters with 
timely information. [t does not measure results of efforts and only offers incentives for 
performance above Ie mom (6 aescleciic: - 

The Freeman Plan does not measure results of efforts because it does not take 
Into account the difficulty of the recruitng market. The pomts awarded are the same 
for all recruiters. whether thew re recruiting in Boston or Portland. a “hard area or an 
“easy” one. A recruiter in Boston mav be giving it all he Ss sor amd them some. but Ome 
make goul and won't come close to achieving the necessary points for an award under 
the Freeman Plan. On the other hand. a recruiter im Portland max onl have to one 
half as hard and not have any trouble qualifving for an award. The primarv difference. 
of course. 18 the recruiting market. There is no instrument in the Freeman Plan to 
meusure effort: it only measures output. 

The }reeman Plan does offer incentives for performance above the norm. but 


only to a select few. Nlavbe this 18 its intention: DUTS Ih sora sioWlnTy (a Cetis tei are 
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Pe Ss primar management program for recruiters. If one believes as Smith {Ref. }2] 
Mees, incentives and bonuses doit work for evervone. They are reinforcers. as opposed 
Bemmioivators. [his ts in line with what many of the districts interviewed claimed: the 
feeinan Plan works for those who are already motivated: and tt reinforces, rather than 
creates, that motivated behavior. And if an already-motivated recruiter 1s placed in a 
difiieult recruiting area, it may not matter how motivated the recruiter 1s, because the 
freeman / Jan 1s not likely to reinforce the motivated behavior. 

2. Can A Recruiter’s Quality of Life be Improved by Modifying the Freeman Plan, 
Alternative Incentive Programs, or With Changes in the Workplace? 

ie answer 1s emphatically yes. If the Freeman Plan point structure would 
provide for equal opportunity among all recruiters, the program would probably be more 
emeeemve, AS the plan now stands. if a recruiter 1s in a “hard” recruiting area, he or she 
does not demonstrate motivated behavior in response to the Freeman Plan because the 
emits are not seen as readily achievable. 

Also, as the interviews with recruiting personnel suggest. people have different 
motivations and they respond differently to various incentives. Some people get a thrill 
Pemmmeiaving a certificate of excellence signed bv the Commanding Officer. others are 
Meee with a pat On the back. while still others would do anvthing for time off. Beme 
aware of these differences and knowing what works for various individuals 1s crucial for 
those in supervisory positions. 

3. What Are the Possible Effects of Stress on Recruiters and What Can Be Done 
to Reduce or Control Stress? 

One of the most important things to remember about stress is that any given 
Meaiion cam prove stressful. Whether it’s stressful or not depends as much on the 
Preietdtial as Of) the situation he or she encounters. So. as with incentives, the issue 15 
Siemmnat ailects recrutters differently. As seen in the \LEDCONI! Survev. some o! the 
more prevalent effects of stress include marital dysfunction. substance abuse, spouse and 
child abuse, adjustment disorders. food abuse. and gambling. It 1s important to note. 
once again. that it was not stated that these diagnoses were specifically job-related. But. 
civen the line of questioning. it can be assumed that. if the recruiting environment did 
mowmcatise tiie problem, it certainly exacerbated it. 

The CRUITCOM Survey indicated the same diagnoses and. in addition. 
included physical disorders, anxiety. withdrawal, depression. and suicidal tendencies as 


emectsro! Stress. Dealing With stress can be approachied in three wavs: (Ref. 27 


1. Primary --find out what 1s causing the stress and get rid of it. 


tv 


Secondarv --protect the susceptible population (recruiters) from Stress. 


or) 


. Tertiary --treat those already afflicted. 


Defining what 1s causing the stress is a difficult task. Because everyone 
perceives stress differently. there are manv variables that would have to be taken into 
consideration. If one assumes that it’s the recruiting environment (1.e.. pressure of 
making goal. the recruiting market. long hours, lots of driving. competition. and being 
forced to be a “people person” or “salesman” when you're not) that causes the stress, 
how are these variables then removed from recruiting? Recruiting 1s always going to 
have goals: the market will continually change; and, as long as entrance standards 
remain high, there are going to be long working hours and many miles driven in pursuit 
of the recruiting mission. If these variables cant be changed. what can? Removime 
these variables falls under the primary approach. and 1s perhaps the most difficult. 

Twelve percent of the respondents to the NIEDCONI Survey saw the progiem 
with recruiters as a mismatch between individuals and their job. If this 1s true. then the 
secondary method of deahng with stress would be to improve the matching and selection 
process of recruiters. This should be the most preferable of the alternatives. but would 
be a long-range solution. .A shorter-range. secondary approach. would be to provide 
stress Management training before a recruiter goes into the field. By making the recrurter 
aware of what stress is, what the svmptoms are. and how to deal with it. the susceptble 
population could be helped before the problem develops. Dr. Moore’s stress training for 
Naval Reserve recruiters 1s a good example of the tvpe of training that can be utilized 
i) thisecase = | cee 

The third approach lends itself to a more rmmediate solution and 1s a necessary 
approach. Those who are not coping with stress cannot be ignored and swept under the 
rug. In this approach. stress management is still useful, but it gets more into counseling 
and therapy at the hands of a professional. 

4. Is The Stress Experienced by Recruiters Unique to Recruiting? 

Available evidence suggests that recruiting is a particularly stressful assignment. 
In the narrative comments of the MIEDCOM Survey, 9.5 percent of those responding 
commented that recruiting has unique demands and stressors. The individual recruiters 


interviewed saw the unique demands as making goal and the physical stress of driving 


14 See pacer] 


time. Jt appears that recruiting could more stressful than many other jobs--at least on 
the surface. But this is conjecture based on what we know about the job and the people 
and how thev are chosen. The Stress associated with recruiting does seem to be related 
to where vou are assigned--“hard” or “easy” districts, and perhaps even with the quahty 
of life in a particular geographic area. But without comparing recruiting directly with 
other Navy jobs. a definitive conclusion cannot be made. Of course, there are other jobs 
fomee Nays that have unique demands and stressors. but the people in other jobs are 


usually suited to the work as a result of self-selection, screening, and training. 


B. CONCLUSIONS 
Mere 1s strong evidence to suggest that the Freeman Plan does not work 
across-the-board. The following changes to the Freeman Plan are therefore 


recommended: 


Seecewise the point structure to take into consideration the relative difficulty of 
different recruiting areas. Cooke savs that if one assumes the abihtv distribution 
Bemectiiiers docs mot Vary mucli over time or between regions. then the Freeman 
Plan is inequitable. Therefore. there.is an mequality of opportunity between 
feermutine markets. [Ref. 13] 


¢ Dont start a recruiter on production right away. Give, sav. a three-month break-in 
period for the recruiter to adjust to the new job. get acclimated. and learn the ropes 
ie@in the other recruiters. 


Spborday with the Freeman I for the first s1x months of recruiting if the recruiter 
goes on production right awav. or for the first three months of production if a 
Peciiter delavs g¢omeg on production. This should alleviate some of the pressure 
and stress of being under the gun from dav one. 


In addition, the research mdicates that stress may be a problem in the recruiting 
environment. The following recommendations are provided: 


e Of most importance is taking care of those already experiencing stress-related 
iInesses or problems. Recruiters should not be discouraged from coming forward 
Hethe. are having problems. Catition must also be exercised. though, to prevent 
evervone who wants out of recruiting from coming forward, claiming that they too 

have a problem. Those in supervisory positions need to be trained to recognize a 

real problem. or there needs to be a qualified individual on board. probably at the 

Peal le. cl. swhere recruiters cam voluntarily go or be sent for evaluation. 


e Recruiters and their supervisors need stress management training and thev need it 
early. It should be done during initial training or when first reporting to recruiting 
duty. Ata minimum, these people need to know what stress 1s, What the symptoms 
are, and what to do about It. 


See eno mlm seleetioi process needs to be revised to improve the match between 
Ponwademueiooem  'wescarch has already been done on profiling a successful 
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recrutter. [Ref. 28] and [Ref. 29]. This profile, along with an appropriate testing 
Instrument. should significantly improve the job-person fit. 


Ideally. recruiters should all be volunteers. This would alleviate the problems 
people experience from being in a job that they don’t want in the first place. This 
can be accomplished by expanding the size of the Career Reenter Porcesen 
accepting volunteers only. 


Rotate recruiters on and off production. Rotate recruiters off production into a 
support billet or wherever needed in the command. Or take the recruiter off 
production and let him or her assist the other recruiters that are on production. 
Introduce some team work. The point 1s, give the person a breather. 


Continued careful analysis of goal assignment and accession requirements 15s 
necessary. «As this research was being concluded, goal had been reduced tn the 
most difficult recruiting Area. 


Open up the Imes of communication between Recruiting Command levels. How 
about a suggestion svstem. similar to the Navy's “Benny Sug” program, between 
the recruiters and CNRC? As the Japanese believe, who knows better tliammiie 
individual worker how to improve productivity and make beneficial changes [Ref. 
14]. 


Finally, some suggestions from the field warrant further consideration. They are: 


Implement a recruiting tour ribbon. 


Award a ribbon or medal to all mdividuals who work in the distmet or arcasueae 
WINS Gn aware at the natlonomlcewe 


Review SDAP to determine the feasibihtv of the following: including support 
personnel as eligible for this pay: raising SDAP: and raising out-of-pocket expenses 
and including them in SDAP. 

RECOMNIENDATIONS 


This thesis has developed a framework upon which many more research projects can 


build. The following topics lend themselves to further research: 


The Freeman Plan needs to be evaluated m greater depth to see just how the points 
and award system) can bemesinictiirediia take into consideration the inequities 
across recruiting markets. 


Because the CRUITCOM and MEEDCOND Surveys were inconclisi. es imore formar 
scientific surveys could be developed to allow for an in-depth analysis. 


Once the surveys are reworked, the CRUJTC@OMM Sur emicould be adapicda 
randomly survey other rates in the Navy, and then conipare the results 107 seemm 
recruiting really is unique. The results could also be used to identifV other highly 
stressful rates. The MIEDCOM! Survey could be used) to sur ve tee aiken 
Force medical personnel to see how their recruiters fare and how those services 
handle it. 


The Recruiter Questionnaire and the District Questionnaire can be developed into 
surveys and all recrunters and districts could be surveyed. It is important that all 
the survevs allow for narrative Comments) because wias Gulden ets se en 


that the narrative comments and the open-ended questionnaires give a colorful and 
complete picture of what is going on in the field. Statistics are necessary, but 
numbers can be manipulated to present the same information in many different 
lights. 


Per, \ioores stress training program for Naval Reserve recruiters should be 
ee dilated and validated for use by the recular Navy. |[Ret. 22 | 

The Navy is highly dependent on the abilities of its recruiters to find the proper 

quality and quantity of personnel to man the Fleet. As a result, recruiters are a very 

important component of the Navy. This research suggests that, in its quest to obtain 

Mycheoualit. enlistees, the Navy needs to take better care of its recruiters. It 1s crucial 

that there be a balance between the mission of Navy recruiting and the quality of life for 


ee recruiters. 
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APPENDIX A. RECRUITER QUESTIONNAIRE 


1. [low Tone have veusbecen i tinea sane 


ty 


What rate ares ou. 


i) 


llow lone haves ou been a tecrite, 


4. What was vour last tour of duty? 


Cun 


Did vou volunteer for recruiting duty? 

6. Ilave vou been on recruiting duty before? 

/, lf so, how many times? 

$8. Whatis a “typical” work day for a recruiter like? 

9. Wave you ever Waderom work Wweekcnas. 

10. Is it getting more difficult to make goal? 

11. What type of incentive do vou work for? 

12. Ido vou think the incentive program 1a a good program? 

13. Ioes it motivate vou to achieve goal and or surpass goal? 

I4. If vou could, what would you change about the incentive program? 

13. Dees vour job affect the quality of vour fanulv life? 

16, What is vour quality of life like? (.e.. stress. family problenisy substance abuse crea) 
1”. [low does vour present quality of life compare to vour previous tour of duty? 
Is. Do vou enjoy pene aaeenuiicn, 

10. Would vou ratlhicr Be dome sonicthing else? 

BUN Oct 

“1. Would vou volunteer for this duty given the opportunity? 


~-. Is there anvthing vou would like’ to add of conmiennen 


Note: Questionnaire administered, by the author, to field recruiters at Various stages in 


their recruiting tours. 
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APPENDIX B. EPO AND CHIEF RECRUITER QUESTIONNAIRE 


imei tow Inany recruiters do vou have? 


to 


mer Tide cane Gareer Recruiter Force (CRF)? 


(42 


How many of your recruiters are volunteers? How many are non-volunteers? 


4. How many. if any, of vour recruiters have ever sought assistance for stress related 
ilInesses 1.e., marital problems, depression, substance abuse, spouse abuse etc.? 


Cay 


How many, if any, were transferred from recruiting duty as a result of stress related 
illnesses? 


memo vou think the Freeman Plan is a good incentive to motivate recruiters to 
perform above the norm? Why or why not? 


Note; Questionnaire administered. by the author, to Enlisted Programs Officers and 


imemmecriters at the five “hardest and the five “easiest recruiting districts. 


APPENDIN'C. CNRO (CODE 22) TRACKING REPORT 


Rank 


tJ 


District 


Pittsburgh 
New diersex 
Harrisburg 
Boston 
Albany 
Indianapolis 
Milwaukee 
Philadelphia 
Buffalo 
Minneapolis 
Richmond 
Louisville 
New York 
Nitehicom 
St. Bours 
Los Angeles 
Columbus 
Nashville 
Jacksonville 
San Francisco 
San Diego 
Washington 
Little Rock 


Ntlanes 


Memphis 
Cleveland 
Kansas City 
Raleigh 


Virami 


54 


No. Months Missed 
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ta 


19 Montgomery 0 
19 Columbia 0 
19 Glenview 0 
19 Omaha 0 
19 Denver 0 
i Albuquerque a) 
19 Dallas 0) 
19 Houston y) 
19 Houston 0 
ie ews O7leans 0 
19 San Antonio 0 
19 Portland 0 
1, Seattle 0 


Notes: 


]. Trom top to bottom districts are ranked from hardest to easiest. with those who 
nussed their monthly enlistment contract objective the most. being considered the 
Mencest dia tose Who tssed the least. the easiest, 


fees 1s based on C.\RC (Code 22) New Contract Production Tracking Report 
for FY So-SS8. 
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